Development
The research process was divided into three steps. In step 1, using a vast network of corporate contacts of the author, developed and nurtured during 30 years of work in the GovRel area, which includes companies and professionals working in multiple sectors, a preliminary list was drawn up containing possible candidates that could potentially be interviewed.
Following the inclusion/exclusion/substitutions necessary due to the schedule and the possibility of participation, 15 multinational companies, from several nationalities -American, Swiss, Chinese, French, German, Chilean, Argentinian, Brazilian -which have their own GovRel structures were contacted and selected from among those who agreed to participate in the research, resulting in the following final list of companies (named "A" to "O") from different sectors: In step 2, the 15 interviews (100% in-person) were conducted over a total time of 16 hours and 50 minutes, with the decision makers and responsible for the GovRel area in the universe of selected companies, being mapped the different points contained in the research forms. Also, additional information was obtained by collecting information available in different media and sources (e.g. annual reports, LinkedIn, websites, articles).
The main points raised in the interviews related to the following 30 topics, addressed through specific questionnaires:
 General information about the company and interviewee;  Type of Company-Government relationship;  Strategies used by the GovRel area and its relations with the levels of the company's strategy;  Roles and responsibilities performed by the participants in the GovRel area;  Denominations of the GovRel area and respective positions;  Development of internal intelligence and competencies versus use of external consultants;  Characteristics of the company, the target market(s) and its stakeholders;  Size, profile, history, maturity, culture, beliefs, policies and values;  Level of regulation, concentration of the sector(s) and influence of non-market forces;  Concessions, authorizations, "license to operate", existence of contracts with Government(s); 
Level of transparency and trust;  Obtainment, measurement and dissemination of GovRel area results internally;  Tools used by the GovRel area;  Budget, headcounts, salaries and bonuses; 
The perception of the GovRel area externally (stakeholders and market);  Impacts of the GovRel area involving corporate reputation;  Presence in social networks;  Organization chart and position in the company hierarchy;  Size of the GovRel area, geographical location and dispersion (national/international); 
Profile of the occupants of the GovRel area positions;  Corporate functions above and/or below "sister" areas;  Participation in business associations and coalitions;  Linking/interaction with Institutes, Foundations, R&D Centers, Academy, NGOs;  Interaction in the business value chain (transversality);  Formal/informal processes used;  Potential x actual contributions;  Process of setting objectives and measuring results;  Quantity, frequency and quality of interactions with Government(s);  Posture: proactive, reactive or both;  Perception of future challenges for the GovRel area.
In step 3, the information obtained and the additional ones collected were compiled and processed, resulting in a series of highlights and recommendations that are presented in summary in the following sections.
Highlights

Companies and Interviewees
Even focusing on multinationals, where large numbers of employees interact every day, respondents in general have shown a strong willingness to share their experiences. This reflects the observed fact that the GovRel area still presents professionals often with a passionate and solitary role profile, that can benefit from a periodic exchange of quality information with other executives from the same and different areas of their own company (and from their peers in other companies).
The difference in the academic background presented by the 15 interviewees (11 men and 4 women, being 6 lawyers, 3 journalists, 2 economists, 1 international relations, 1 political scientists, 1 administrator, and 1system analyst) was also reflected in the areas they lead and also contributes to this exchange need mentioned above, since once providing different approaches and visions which may differ and/or converge, it ends up complementing each other.
Type of Relationship Company-Government
The vast majority of interviewees indicated the reality (or growing search) for an increasingly formal, structured and organized relationship with Governments. The following types of relationship were mentioned (number of mentions during interviews): formal (12); structured (10); intense (9); organized (4); constant (3); permanent (1); recurrent (1); specific (1); diluted (1); measurable (1); periodical (1); informal (1). It was an agreement among the interviewees that there is no more space for amateurism or non-professional practices in this type of relationship. Gov Rel's work based solely on personal relationships is being replaced by strategic actions performed by well-trained and experienced professionals, complemented by a good network, that remains important.
Strategies Used by the Govrel Area and Its Relations with the Levels of the Company's Strategies
The strategic importance of the GovRel area was evidenced in all interviews, albeit to a greater or lesser extent. In any case, a strong correlation was identified between these different strategic levels 13 , i.e. the ones from GovRel (Institutional, Sectoral, and Transversal) and the company's (Corporate, Competitive, Functional). Important to notice that 80% of the interviewed GovRel areas (i.e. companies A, C, D, G, H, I, J, K, L, M, N, O) presented awell defined processes, already integrated in the definition and influence of the company's strategies. An specific example of those identified was the application of Howard Chase's issues management methodology 14 to the area, such as the one conducted by company J.
A relevant point in this topic was the importance highlighted by many of the interviewees to be involved as soon as possible in the company's strategy definition processes, not only because of the concrete possibility of GovRel to somehow contribute -and this way improving its transversal characteristic -but also to avoid future problems in different areas that may impact the company's reputation and be difficult to control later. Another common point was the sequential process of global-regional-country unfolding of strategy. In these cases, some companies have noted concern about specific local issues and necessary adjustments, including taking into account resource constraints, leading to a conscious and deliberate choice of what to do or not.
4.4.Roles and Responsibilities Performed by Participants in the Govrel Area
There were cases among those interviewed where the members of the GovRel area, due to the small size of the team and the large number of subjects to be dealt with, were led to"play in all eleven positions" (as pointed by company B) in analogy of soccer, that is, they perform different roles simultaneously, including at regional (Latin America) level. It has been reported that this can bring risks to the operation not only of the GovRel area, but for the company as a whole, due to lack of support in some important processes or initiatives.
It should be noted that it was also identified (e.g. companies A and H) the growing role of a professional within this area dedicated to social network management as a differentiation factor in supporting GovRel actions, which involves new skills to be developed for this professional, further enhancing the complexity of the competencies and academic formation demanded for an optimized performance.
An interesting point was the format used in the case of company H, which is regional-transversal, called "thematic desks", where in each country the company operates the GovRel area has a member specialized in a certain topic, being responsible for helping another pair/team mate, regardless of its location (geographical area), on that topic. The idea is to have these thematic expertise to support any and every country in the region that is discussing this topic.
4.5.Denominations of the Govrel Area and Respective Positions
Many variations were found within the GovRel areas, not only at the hierarchical level (e.g. Vice-Presidents, Directors, Managers), but also in the denomination used (e.g. Public Policy, Government Relations, Corporate Affairs, Public Affairs, Regulatory Affairs) and their combinations, depending on the incorporation of one or more functions under the responsibility of the same position.
At regional (Latin America) level, there was also reported a variation in the relevance of positions depending on the size of the market where the company operates, where in many cases markets less relevant from the company's operations standpoint are only monitored using local consultants or even based abroad (e.g. Washington). This diversity on nomenclature appeared on the interviewees' denominations over the different 15 companies: 
Development of Internal Intelligence and Competencies Versus Use of External Consultants
All interviewed companies use both models, except for companies H and O. The former stated that "the team has acquired an expertise, a connection to the business, and with our external stakeholders that is so great...that consultancy has lost its importance over time". The latter stated that it "...has always been like that; we have a dedicated team for this [GovRel] work".
The development of an internal team and a concomitant use of consulting services were justified by different arguments, such as the perception of not having certain competencies and a high cost to achieve them (company A); the huge amount of information to process (company B); understaffed teams (company K: "...our team is very small and I need consultants); and need of complementary knowledge (company N: "...the external consultancy does not have the specific knowledge of the business, and the business does not know how to relate abroad".
One specific issue that has arisen in the case of company J is the non-use of consultants due to the company's culture, which is historically not to work with consultants.
There were one case (company I) where consultancies are used to replace or substitute the function, considered more onerous, of own employees, mainly as already reported in Latin American markets of lower commercial expression. There have also been cases reported of the use of consultants shared with other companies (i.e. non-exclusive), but only for obtaining information or to "open doors", being the processing of information done internally, such as companies D and G. Vol 7 Issue 4 DOI No.: 10.24940/theijbm/2019/v7/i4/BM1904-050 April, 2019 4.7.Characteristics of the Company, the Target Market(S) and Its Stakeholders Regardless of the sector in which they operate and the origin (8 different nationalities) of the interviewed multinationals, the Government stakeholder (e.g. regulators, Executive and Legislative branches), at all its 3 spheres -Federal, State and City levels -stood out among those other pointed out by the interviewees as more relevant to the company as a whole, including NGOs, unions, media, activists, local communities, private sector associations, academy, suppliers, clients, employees, and competitors.
Size, Profile, History, Maturity, Culture, Beliefs, Policies and Values
Quite a variety of profiles among multinationals operating in Brazil (for instance, in terms of company's age, there were relatively new companies to centenary ones), but a belief in values that reinforce aspects such as transparency, ethics and good reputation were always present, which has been contributing to the increased importance given to areas such as GovRel, Compliance and Governance.
It was evidenced that, in general, factors such as maturity and company profile/culture influence the size of the GovRel area, but there were cases (as company I) where even considering that the company is very large, there was a decrease in available resources (human and financial) over the last couple of years, justified by the interviewee as due to the economic crisis that Brazil faced in this period.
Level of Regulation, Concentration of the Sector(S) and Influence of Non-Market Forces
The majority (80%) of the interviewees reported the level of regulation and influence of non-market forces as high (7) or very high (5). Only 2 classified this level of influence as medium to high and 1 as medium.
4.10.Concessions, Authorizations, "Licence to Operate", Existence of Contracts with Government(S)
In some cases, important concessions have been reported that are necessary for the company's own operation (such as company B), which ends up taking up a lot of the time of the GovRel area, with constant demands of this type to be solved.
There are also multiple authorization requirements, both at Federal and State levels and even Municipal to launch products at markets, involving in many cases Regulatory Agencies and Secretaries. As company A reported,"...for example, I have a [Brazilian] State today that is creating restrictions on a product of ours that I can use in the entire country". The term "license to operate" was recognized by most companies as an important issue to be observed as a mission for the GovRel area to maintain. As stated by company B, "...maybe that is the part that take most of my time as a Government Relations Manager".
In aproximately 50% of the cases where there have been reported contracts with Government (i.e. companies A, C, D, G, H, I, J, L), there is the intentional separation between the GovRel area and the commercial areas involved. This was put in place as a facilitator for the areas to operate. In particular, the interaction between the areas in company J's case has to be highlighted, where the GovRel area plays a role of authorization (e.g. fixing limits of value) when there is such a sale, although it does not participate in the identification process of opportunities in such bids.
Level of Transparency and Trust
In general, the GovRel area has been reported to be transparent and perceived as trustable both internally and externally. There were cases, such as company C, when challenges were faced in the past and reflections are still felt: "with specific stakeholders, we have a good reputation, but sometimes the company promises and has difficulties in sticking to it".
Specific examples have been given throughout the interviews. In some cases, such as company B, there is still the need to work internally: "...maybe not everyone knows that the company has an area focused in Brasilia, expert in GovRel, that can help with many problems that they have no idea of". In other cases, the constant alignment pays out: "...for the past four, five years, every week a Director gets together with employees on the floor to align what is been done. If we fight so much for external transparency, why wouldn't we have this internally?".
Obtainment, Measurement and Dissemination of Govrel Area Results Internally
There were few cases where the results of the area were reported as being systematically disclosed within the company. The most commonly observed was the preparation and submission of periodic reports (e.g. weekly, monthly, quarterly, half-yearly, annual) with the results obtained for direct reporting, i.e. within the area itself and to higher hierarchy levels. Company C treats this topic as "an important challenge of endomarketing".
4.13.Tools Used by the Govrel Area
Different tools have been identified, some more punctual, others more holistic (e.g. monthly reports, newsletters, intranet's area for GovRel). An example is a specific GovRel online system used by company I, containing all the projects being worked on, with periodic updates.
Important to notice what can be a future trend on this topic, as reported by company H, which is the use of Artificial Intelligence "...to back up the process of search and analysis of information for the use of GovRel, and stakeholder management. [ want to know who has a favorable position of the bill of Senate number 330? These people. What did they say that can lead me to believe that they are actually favorable? This is a Brazilian initiative, that we want to replicate globally". All companies also reported to use Whatsapp groups as an agile way of communicating -as company B stated, "...a super useful tool, leaders answer much faster".
4.14.Budget, Headcounts, Salaries and Bonuses
Due to the recent economic crisis in Brazil, over the last years many companies have reduced resources in general, and with the areas of GovRel was no different (e.g among the interviewees, only companies K and L increased their headcounts recently; all others reduced). However, the trend, with the recovery of the economy and the growing importance recognition of the area, is -in the opinion of the interviewees -a progressive increase in headcounts and in the total compensation of this "new", more qualified professional. The interviews indicated competitive salaries with the market practiced by the companies, with a variable part in different modalities, such as bonuses from 2 until 8 salaries, additional wages, stock options, short/long term incentives, company's shares with vesting periods, and special pension fund additional contributions. There is a concern, particularly in the GovRel areas researched, with the attraction and retention of talents, since it is often linked to them part of the network of relationships (reputational inheritance) used by the company, especially where there are no well defined and structured processes of interaction before different stakeholders.
4.15.The Perception of the Govrel Area Externally (Stakeholders and Market)
Most respondents reported a positive perception and a great concern about keeping this point that way. As said by interviewee from company O about the importance of factor trust in GovRel: "...more than ever, government themes are important in decisions of the company and we participate in these decisions". Some of them (e.g. companies A and K) conduct periodic specific researches, with the support of specialized 3 rd parties such as Reputation Institute 15 , to indentify the level and quality of this perception with selected key stakeholders.
4.16.Impacts of the Govrel Area Involving Corporate Reputation
All respondents agreed that there is a close connection between the performance of the GovRel area and potential impacts, positive or negative, on the company's reputation. As examples, the interviewee from company I said that "... one of our biggest jobs is to preserve the company's reputation";the one from company E stated that "...part of our function is to build a positive reputation with our prime stakeholders"; and the one from company C emphasized that "...we [the GovRel area]are the guardians of reputation".
Moreover, the interviewee from company B highlighted an important point regarding the link between the GovRel activity (many times referred to as ´lobby´ with a negative image by many, including media) and the recent corruption scandals that put Brazil in the 2019 International Transparency Report at the low 105 th position among the 180 countries and territories analyzed 16 , when stated that "...without doubt there is impact, especially in times of ´Car Wash´ [anticorruption] operation and contestation of public power by society."
4.17.Presence In Social Networks
The interviewees reported that there is a strong presence of their companies in Brazil and in the Latin America region on different social networks like Facebook, Instagram, Twitter and LinkedIn. One point that has appeared in the interviews is that more and more companies are using Corporate Facebook as an internal tool, in addition to the version aimed at the external public.
It was also highlighted the use of these social networks to -as the term sometimes used, as in the case of companies H and I -to "evangelize" different stakeholders, in a close and effective way, since many of them use these networks on a constant basis, specially with short videos and information sharing.
4.18.Organization Chart and Position in the Company Hierarchy
A great diversity was present in terms of location, organizational charts and positions in the hierarchy of the companies interviewed. A more common point is the formal separation of the Compliance and Legal (and less often, Communication) areas from the GovRel area -this occurred in all but 2 companies (F and N), which despite having a specific GovRel team, the report is under the Legal head.
In some cases, the complex GovRel structure permeates other areas, where previous coordination is key before engaging external stakeholders. One example comes from company B: "...there is the global VP of Corporate Affairs, located in the USA; this VP has a regional VP, who is in Costa Rica and I report to him. I have two peers, one of Communication and another of Sustainability. Below me, I have a coordinator and an intern, both with me in Brasilia. I have 5 people working as Coordinators of Corporate Affairs in 5 distinct States, with shared report including the Superintendent of each plant that they are located. The ones that do not belong to our structure, but work with that are the PRs [Public Relations], that go to the Mayors, Deputies, after aligning with us. I do not have a direct or dotted line report to the President of the company here in Brazil, and this is a huge setback: making the relationship with the leaders stronger, receiving their demands and transmitting the pieces of information with adequate credibility that are important to them -it is a challenge." These GovRel structures, besides being complex, may change overtime. To ilustrate, company A reported: "...in terms of pillars [of the GovRel area], one is advocacy, Government Relations and monitoring; another is Internal and External Communication; and Institutional Brand, which takes care of sponsorship, community relations, brand and corporate events. In the case of Brazil, it has the Brasília office, with a manager, a coordinator and a regulatory one. And in São Paulo, there is a manager just to take care of States, which has two people reporting. That is what we have today, but we are changing the structure. The Corporate Affairs area is ceasing to exist. We will have a Sustainability area, where everything from the old Corporate Affairs will come, plus the whole Regulatory, plus Stewardship [area responsible for the correct use of the company's products]. In the new structure, the Internal Communication part is going to Human Resources. The global head will be renamed Sustainability Chief Officer. Sustainability in the broad sense, it is not only environment, but the business, with the Government, with the stakeholders."
Size of the Govrel Area, Geographical Location and Dispersion (National/International)
The size of the area was also another aspect identified as of great variance. The number of reported headcounts, considering Brazil, varied around 3 to 6, and at Latin America level they reached 31 (case of company A). In the Latin America region, the countries that receive the most attention (and, consequently, resources) are Brazil, Mexico and Argentina, followed by another bloc with Chile and Colombia.An example comes from company C, that has a total of 12 people in the Brazilian GovRel team, including the interviewee: "...I have a person in Rio Grande do Sul, one in Minas Gerais, one who is located in Santarém (but that also covers the Northeast region), one in Brasilia and other 7 in São Paulo with me. This is only to cover Brazil. For Latin America, in Washington we have a team that is the VP, plus 12 people of managing level, and besides that each country has an structure: there is a Director of Public Affairs for Colombia (that also covers Peru), another for Mexico, another for the Caribbean, another for the South Cluster (Argentina, Uruguay, Chile and Paraguay).
Profile of the Occupants of the Govrel Area Positions
The profile identified is mostly comprised by seniors, although most companies also have analysts and trainees. These, increasingly qualified, are not only thought as "low-cost alternatives" to occupy positions in the GovRel area, but as "spare parts" in case of necessary replacements in the team. The academic background of the GovRel teams is varied, comprised by lawyers, political scientists, economists, international relations, journalists, administrators and engineers.
4.21.Corporate Functions above and/or below of "Sister" Areas
The functions that most appeared as "sister" areas and mostly with their own structures were Legal, Communication, Compliance, Regulatory and Public Affairs. The area of Corporate Social Responsibility appeared most of the time integrated into the GovRel area.
Regarding the Legal and GovRel areas' relationship, the following statement was provided by the interviewee from company N, who has now both areas under his responsibility: "...I've spent a few years saying the following: non legal solutions for legal themes. Many times Legal came to us with a solution and it had to be followed till the end. Then, sometimes I said: it wasn't the way to go. Let's discuss with the Ministry of Finance, talk to the Mayor, let's discuss the theme in a more open way, not only from the Legal standpoint. And then, for being persistent, the President [of company N] said: this area is yours, let's organize that. This happened when I had been in the company for 17 years and it was important for the recognition that I have in the company".
Participation In Business Associations And Coalitions
The participation is very large and intense, in some cases such as company I reaching more than 60 associations simultaneously, only in Brazil.
The performance in this format was pointed out by many companies as being a priority in terms of strategy (i.e. sectoral strategy), in some cases due to understaffed teams, in orders as a deliberate strategic intent. As stated by company M, "...very often you can introduce yourself as a company for an authority, which is nice; but many times, when we have a sectoral issue which is everyone's interest, we go as a sectoral entity -we gain shape, volume and more respect to address the matter".
Other companies use the associations to obtain information, keep track of events and strengthen the network, but a relevant point in the case of some companies (e.g. companies H and J) is to seek sine qua non the leadership in strategic subjects treated in these forums, through positions as chairman of commissions or committees, avoiding or even refusing a mere institutional participation.
4.23.Linking/Interaction with Institutes, Foundations, R&D Centers, Academia, Ngos
Some companies where the interviewees work have their own Foundations (e.g. companies A, I, J), but the action is limited to other regions outside Latin America (e.g. USA, Europe) or to specific social activities and support to communities.
Companies H and J have their own Research Centers, which was reported to facilitate interaction with particular stakeholders in the GovRel area.
It was mentioned by some interviewees the desire to intensify the work with the Academy, also as a form of potential reinforcement of the area's performance.
Voluntary actions and partnerships with institutions such as WWF 17 , Doctors Without Borders 18 and Greenpeace 19 have also been reported on this topic (such as company G). Company O reported to have an Institute that is part of the GovRel area in the format of a OSCIP (Civil Society Organization of Public Interest).
Interaction in the Business Value Chain (Transversality)
The cross-sectional factor of the GovRel area was not only widely recognized, but also pointed out by the interviewees as being essential for its optimized functioning. The increasingly important activity for professionals in this area known as "linking the dots", i.e. to collect different datain several places, inside and outside the company, and the re-combine them to provide a solution or a fresh view for a particular problem or situation, is only possible if this transversality exists.
This crucial interaction was reported to occur in different ways, like creating and coordinating "a work group, a mini committee comprised by key people" (company B), or by "getting involved in the business areas since the beginning of plans, participating of specific projects and having informal chats, to exchange information and to seek for opportunities" (company C).
For company G, the implementation of the transversality is still difficult and a work in progress: "...what we reached as an area is that we are seen as reference, somany other areas come to us and we play a consultancy role, and seek a strong alignment. However, there isn't a formal organization yet. There are some cases, like when a letter [from the Regulatory Agency] arrives or a request for attendance to a public consultation, which processes we follow; but for some rising themes we are not fast enough".
Formal/Informal Processes Used
The majority of the processes, even due to compliance rules, werereported as formal. However, informal processes do exist ("...I believe that informal processes work when people know each other longer", said Company K's interviewee), and in some cases facilitates the area's performance, as company C stated: "...it works; I pass by the office of the Legal Director and catch up periodically".
Occasional meetings, lunches, coffee breaks, smartphone apps, and un-scheduled meetings at after office hours were cited.One factor that seemed to contribute to this, mentioned by some interviewees, was that the GovRel area was physically located on the same floor as other "co-sisters" areas mentioned and the company's leadership, as the interviewee from company A reported: "...we constantly exchange information; the distribution of the areas on the floors even encourages this -Corporate, Legal and Regulatory Affairs are on the same floor as the Presidency, for example". In some cases, the contact may start informally, but then it is formalized, as company D mentioned: "...we use Corporative Facebook and WhatsApp daily. But even if I talk via WhatsApp, we formalize the contacts made". The report provided by company I summarizes the above: "...the staff that reports to the CEO is on the same floor. So, we try once a week to have lunch together to exchange information. In my area, within the company, there are two WhatsApp groups; one includes Communication personal and one person that is in Washington, that is a most expanded group, a little more formal; and there is the GovRel group, where we talk almost every day. And we stimulate everyone to have a Facebook, Twitter, LinkedIn account, guiding them how to use them".
4.26.Potential X Actual Contributions
The real contributions of the intervewed GovRel areas have been indicated unanimously as being still far from all the potential that they can reach. The reason pointed out for this was often the sub-dimensioning of the area or the non involvement in the beggining of projects. In this sense, company A said, "...the area can contribute even more; I need more money and more people"; and company I stated "...the area could do more; one of the difficulties of carrying out the ´you can do more´ is the process of you being involved early in the projects. Still, in a permanent way we have to engage with business leaders, and say: look, it's important, just include me in the process as soon as possible. Overall, when I get a call, it's last minute."
The trend is to seek an optimization on the performance of the area, as explicited by companies F ("...I think it [the GovRel area] can contribute even more, and we have plans of expansion for the area") and N ("...wedon't get to even 20% of what we can achieve...as a new area, [with] two or three years, the first year was for explaining what it was, with little results; the second was about bringing people to appropriate from this area and see the advantages for their projects; now, the search for the Institutional comes naturally".
4.27.Process of Setting Objectives and Measuring Results
The processes follow practically a pattern, where at the beginning of the year the strategic agenda is set, usually in 3 levels at the multinationals researched -global, regional and country; the personal goals and their KPIs 20 are further deployed; usually a mid-year review takes place where managers make a balance with their subordinates and proceed eventual adjustments; and at the end of the year the evaluation to close the results begins.
